ABSTRACT
BACKGROUND AND RATIONALE
Teams and teamwork have survived as one of the crucial foundations of management since the early 1950's. Although the need for team development was identified some time ago, the concept of teambuilding and team-based organisations has changed throughout the years. The process of teambuilding initially focused on social interaction and interpersonal relationships (Phillips & Elledge, 1994:1-2) . This however has now changed to focus on both how team members relate and how work is completed. Focus is now also on empowerment as a social process of recognising, promoting and enhancing people's abilities to meet their own needs, solve their own problems and mobilise the necessary resources to feel in control of their own lives (Black, Everett, Green, Krilyk & Van Berkel, 1994:11) .
The team-building approach yields major organisational benefits, such as improved quality, higher levels of job satisfaction and use of creative energies of all those within the organisation (Lengacher, Mabe, Van Cott, Heinemann & Kent, 1995:51) . It can also lead to greater achievement of goals, delivery of services improves, staff morale increases and therefore client satisfaction improves as well (Antai-Otong, 1997:48) . Manthey (1994:5) adds to this … "teamwork enables one to achieve any level of co-operation, coordination or collaboration". According to de Moville, Hogeda and Varnadore (1996:13-16 ) in the ever-changing world of the 21 st Century, companies cannot survive the excitement, pain, opportunities and chaos of the business world without being a team-based organisation. In this way, change could be managed and organisations could be flexible in how they change. Organisations and their people will find personal and professional survival from having the flexibility to direct the currents of change. Strengths will multiply by working in teams and creation of a synergy that will infuse the workplace (de Moville, Hogeda & Varnadore, 1996:12) .
Effective teams have been studied and described in the literature through the works of Lewin (1951) ;
Mc Gregor (1960) ; Argyris (1964) ; Parker (1990) and Varney (1989) (in Lengacher et al. 1995:52) .
Knowledge of the elements of effective teams is critical to the survival of an organisation in the process of redesign. Effective teams are seen to have the following attributes: goal-directed, with roles clearly delineated; effective relationships and communication; outcome orientated within the broad scope of the organisation; and periodically assessed for progress (Lengacher et al. 1995:52 Together with all the above, the concept of emotional intelligence has arisen, where the focus is on the development of emotional literacy within teams as well as within the leadership of a team. Developing the five essential competencies of emotional intelligence, namely self-awareness, self-regulation, motivation, empathy and social skills will empower teams to excel in their work. This will contribute to greater productivity, reduce staff-turnover, increase motivation and improve the morale in any company (Goleman, 1998:3-13 can be done by using the "Styles analysis Instrument" (Bonsetter, Suiter & Widrick, 1993:6010) . Manthey (1994:5) supports the idea of personal and professional development; created by enhancing emotional intelligence … "The skills we need for effective team membership are not different from those we need for successful life".
It therefore, seems imperative that organisations conduct research to determine what factors can contribute to the success of a team-based organisation, as the advantages of team-building seems overpowering … "saving millions, doubling productivity and creating products and services beyond customers' wildest dreams" (Rennecker, 1996:40) .
PROBLEM STATEMENT
A property and hotel owning group identified the need for assessment within their workforce and requested the researchers, as team-building consult- This resulted in low productivity, lack of internal motivation, inability to take responsibility and authority for actions/decisions, conflict within the team and lack of commitment, negative financial implications and high staff-turnover which created a classic picture of complexity (chaos) within teams. Chaotic teams are teams that are confused, disorganised and out of control, where the outcome of any small input is unpredictable and where the actions/behaviours of the team members are irregular, aperiodic and dynamical (Elledge & Phillips, 1989:272) .
Team members proved to be without synergy, and they described feelings of mental discomfort. 
RESEARCH DESIGN AND METHOD
A qualitative, exploratory, descriptive and contextual research design was utilised (Burns & Grove, 1993:28-29; Creswell, 1994:146) , where researchers worked inductively to explore and describe team members' views on the elements contributing to an effective team and their experience of obstacles in effective team functioning within their context (Mouton & Marais, 1990:204) .
Data collection
Data was gathered by means of focus groups with team members (Krueger, 1994:16-20) . To enrich data, team members were asked to complete a naïve sketch on how they view the team functioning and what obstacles they experience in reaching their goals as an effective team within the organisation (Giorgi, 1985:1, 8) . Field notes were also taken (Wilson, 1989:343) to obtain supportive information and as a system for validating data gathered during focus group interviews.
Sample
A purposive sample (Burns & Grove, 1987:218-219) was utilised where the sample consisted of two teams with eight members each. These were the first two teams within the organisation to be included in team-building sessions.
Measure to ensure trustworthiness
Guba's model (in Lincoln & Guba, 1985:289-331) was utilised to ensure trustworthiness in this research. The four measures used to ensure trustworthiness were truth-value, applicability, consistency and neutrality (Krefting, 1991:214-222) . Using the strategy of credibility and applicability by applying the strategy of transferability ensured truthvalue. Consistency was obtained through the use of the strategy of dependability and neutrality by means of the use of the strategy of confirmability.
Criteria to ensure the trustworthiness included prolonged engagement in the field, where both researchers spend at least a year in the company and with the team, reflexivity of both the researchers and the team members, by utilising conversations and reflective journals. Member checking and working within a set paradigm of nursing research ensured structural coherence. Both researchers have extensive experience in the field of qualitative research; therefore researchers' authority was intact. A dense description of the whole research process was given throughout the research to ensure the transferability and dependability of the research process. A purposive sample was utilised, within a specific context and specific criteria for inclusion of this sample was set.
Data analysis
Data was analysed by means of the descriptive method of analysis by Tesch (in Cresswell, 1994:155) . The steps in data analysis were as follows:
· Read through all the transcriptions to form an idea of the story line · Think abut the underlying meaning and write notes in the margin · All similar topics are clustered together under major topics, unique topics and leftover topics · The most descriptive wordings for topics will then be turned into categories. These categories will then be revised until final categories and sub-categories arise.
Following the completion of data analysis, the literature from relevant and similar studies was used to recontextualise the data and to identify similarities and differences between the findings of this research and other related research (Morse & Field, 1996:106) .
Ethical measures
Strict ethical measures were adhered to during this research. These included informed consent of the team members, privacy, ensuring confidentiality and anonymity and providing team members with results (DENOSA, 1998:1-7).
RESULTS AND DISCUSSION OF RE-SULTS
After data collection and data-analysis, two main categories with sub-categories emanated from the experiences/views of team members in responding to the main research questions, namely: · "Describe the obstacles you experience in functioning as an effective team"? · "Describe your view on what elements are needed to function as an effective and productive team"?
The categories and sub-categories from data analysed are presented in table 1.
These will now be discussed and supported by direct quotes from team members and a literature control to verify and recontextualise data.
Obstacles in effective team functioning
Team members described several obstacles inhibiting their day to day functioning in the organisation.
Team members appear to blame top management for many of the obstacles and it appears that team members rather blame than be accountable, responsible and take authority for their own actions. There appear to be no shared vision/goals, no clarity around roles and relationships and a culture of mistrust and negative change was thus established.
Team members described these obstacles in an interrelated way as they influenced each other, therefore the following discussion will also be in an integrated manner, indicating the relationship between the sub-categories.
Autocracy/Top-down decision-making
Team members felt excluded from the process of decision-making within the organisation. They described receiving instructions to be carried out without understanding the end result/outcome. Decisions within the company were being made without involving team members and this resulted in them experiencing a feeling of insecurity and "being left" out.
As one team member recalls, "Decisions get made without us knowing of it …it makes me angry and frustrated" and "we have no control over the driver"
… "people in the company decide and do things on their own".
When in such a situation, team members feel angry, isolated and worthless … "I don't think I can make a difference to the company". This feeling of All the above factors directly contributed to the fact that team members described themselves as unmotivated.
Low motivation
Low motivation relates to many other obstacles team members experienced. 
Lack of self-awareness
Team members expressed a need for self-disclosure and an understanding of their own thoughts, behaviours and feelings to be able to interact effectively with co-team members. This will also enable team members to draw on each other's strengths and have empathy for "weaknesses" and view "weaknesses" as a potential strength for the organisation. This will enable the entire team to grow on a personal and professional goal-directed level. Phillips and Elledge (1994:9; 1989:21-23 ) also say that team-building is essentially a process of gathering relevant and valid data about a team(s) and assisting this team(s) through the steps of data feedback, problem identification and action planning.
Some of the most common ways of gathering data for team-building are interviewing, standardised questionnaires and other types of more inductive data-gathering (Freiburger, 1996:8; Lynch, 1981 :243 & Norville, 1983 ).
Phillips and · lack of overall vision and corporate objectives to guide the team; and · allowing functional requirements to override team-role preference (Eggart, 1994:53-54 
Strategic planning (structure)
Teams expressed that a clear vision, mission, a core value system, clear company goals, action plans and job descriptions are elements that will ensure co-operation and harmony within the organisation and ultimately lead to efficiency and effectiveness. To function within an effective team, each member attempts to maintain equilibrium between his/ her internal values and beliefs and the external values, beliefs and expectations of the organisation.
New beliefs and values therefore need to be created by the team members in the organisation to be effective and create high synergy teams (Lynch, 1981:243; Eggart, 1994:52) . Synergy is the basic principle that a group of people working in unison can accomplish more than the same number of people working alone (Dalton, 1996:66) . A team comes into existence and synergy when individuals join together for the purpose of resolving and achieving specific mutual objectives (Eggart, 1994:50) .
The top priority of all team members for the effectiveness of a team must be the accomplishment of team goals and not just personal ones (Dalton, 1996:66) . A shared purpose and shared team goals not only directs a team's interaction with the consumers of their services, but also guides daily operations, team relationships and most importantly, the team decision-making process (Rush & Shelden, 1996:136) .
To clearly delineate roles, the leader of the team should have written job descriptions that define each individual's tasks within the organisation in broad terms. These job descriptions should be reviewed annually to ensure that they continue to support role statements, the vision and mission of the organisation (Prehn, 1996:40; Norville, 1983:40) .
Problems with unclear roles cause many unpleasant surprises. Teams that work well over time minimise role difficulties through clear job descriptions and role negotiations, a process that clarifies what others expect of them and they expect form others (Rothermich, Kinnear & Beck, 1996:19) .
Feedback
Team members spoke extensively about how feedback could contribute to effective team functioning. Feedback should also be a two-way process, where they receive feedback and also have the opportunity to give feedback and report-back. Regular meetings could enhance this where formal feedback structures can be in place. Feedback in this manner can be defined as the information about the effectiveness of one's performance that is necessary for improvements in intentional behaviour. The manager could be seen as only one of the sources of feedback and may not be the most important one (Brodsky, Runcie, Lichtenstein, 1996:728-729) .
Organisations that are rich in rewards are intrinsically valuable. They create a culture for positive attitudes, team members tend to be more open and communicate more freely with each other (Rothermich et al. 1996:19; Norville, 1983:39) .
Autonomy
Team members describe that for teams to be effective and productive, team members need to have direct control and input regarding decisions that are made, and actions planned for goal-achievement, thus autonomy. Team members should also be accountable for their actions with authority. This is an empowerment process, whereby teams are then more accountable and take ownership for their ac- On ownership and accountability they said, "A personal challenge for me would be to take on more personal responsibility". "In a good team, members need to take on autonomy and responsibility".
"We must be able to make meaningful suggestions and take responsibility to carry them out". (Ashton & Wilkerson, 1996:48) .
For teams to be successful, real responsibility and authority must be transferred to them. The responsibility must be accompanied by a clear allocation of an appropriate level of authority. The team must be provided with the necessary resources to carry out the responsibility. The transfer of responsibility to the team ultimately frees the manager up for other work. Kneedler (1988:18) adds to this by saying that high performance teams can only be created by participative leadership and creating interdependency by empowering and freeing up.
Empowerment is a social process of recognising, promoting and enhancing peoples' abilities to meet their own needs, solve their own problems and mobilise the necessary resources to feel in control of their own lives. This will also help team members to own their jobs, to feel and behave as if one has the power over significant aspects of one's work. This enhances feelings of self-efficiency (Black et al. 1994:11-12 Open communication also enhances responsibility.
Team members will know when they are doing a good job. For communication to be effective an environment of trust needs to be created where members can feel comfortable to share thoughts and feelings comfortably (Rush & Sheldon, 1996:136-138) .
Communication enhances interpersonal skills and team members get the opportunity to be trained in group problem-solving skills. Problem-solving skills are facilitated through a process of experiential learning where team members have the opportunity to learn problem-solving skills through exercises, tasks, case studies and activities (Lynch, 1981:246) .
Self-awareness within the context of team-building fosters team effectiveness. Awareness of how individual characteristics effect team dynamics enables team members to develop an understanding of their similarities and differences which can be used in building team strengths and supports (Rush & Sheldon, 1996:134) .
Through self-awareness, team members become aware of their own personality types and how these qualities can contribute to goal-achievement. Members can learn to appreciate each other's strengths, realising and dealing with conflict, raising self-esteem and appreciating one another's differences.
This can result in a rewarding team-building process (Crossley, 1994:79-80) . Following is a short outline of proposed guidelines for building a winning team. This would be a team that will ultimately be responsible and accountable, have a clear direction, can manage change in a constructive way and is happy and productive -as an emotionally intelligent team with emotionally intelligent individual team members. When individuals and teams are able to display these characteristics, their mental health will also be promoted in this process.
Change management

Guidelines for building a mentally healthy team
Guidelines were deducted from the results and a literature control. The proposed guidelines are provided in the form of a short process outline.
Process outline
Creating a climate conducive for building trust within a team. Trust is of vital importance in the establishment of any relationship. The authors name the initiation and maintaining of this relationship, the joining phase and this phase will be followed by a journey of self-discovery. 
CONCLUSION
It is clear that teamwork is necessary to effectively address the economics and the quality of service employees render today. Understanding the elements for and potential obstacles to successful teams are very important. Redesigned organisations will support teamwork with an emphasis on cooperation and organisational goal achievement.
It is also clear that organisations and teams are very dynamic and change occurs on a frequent basis, therefore team-building is never a once-off session, but a process that should be continuous.
This is also very true of health care organisations, as many of these obstacles are also identified in many health care settings in South Africa today.
Many items of the literature studied and perused for the literature control, referred to health care settings all over the world. The way to go forward in ensuring quality service to all users of health care delivery systems is ensuring the team based approach in the health care delivery system (AntaiOtong, 1997; Ashton & Wilkerson, 1996; Crossley, 1994; Dalton, 1996; Eggart, 1994; Freiburger, 1996; Kneedler, 1988; Lynch, 1981; Mason, 1994; Mantley, 1994; & Norville, 1983) .
"Remember, it is said that people are your greatest assets. We need the synergistic energy and creativity of teams to identify new ways of doing things that result in less cost while continuing to provide the quality of service desired" (Kneedler, 1988:21) .
